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MEMORANDUM FOR THE ASSISTANT DIRECTOR 19 March 1951

SUBJECT:t NIE Priorities in Helation to the
K8C Agenda

rd

1. I am greatly cencerned by the fact that on two recent oo~
casions when CIA might have made a substential contribution to the
N3C S%aff our national estimetes (HIE-29 and KIEe%) were completed
too late to be of use. I attach a chronology of each case.

2. Im the case of Yugosluvia, I was able to make a few specific
amsadmonts in the Staff Assistants' draft on the basia of Departmental
contributions and the Beard's consideration ¢f the original Estimates
Staff draft, but nevertholese NSC 18/ was prepared and submitted to
the Council without the benefit of a national estimate on the subject.
We did, indeed, get an IiC-approved set of conclusions to the Council
one day hefore it adopted .3C 18/6, but the complete NIE-29 was not
&dopted by the IAC until a week after the President had approved HSC
18/6.

3. In the case of Iren alsc I was able to amend the N3C Staff's
draft on the basis of NIE-1i, but no national estimate of the situ=
stion in Iran was availablie prior to the KSC Staff's adoption of HSC
107. An 1AC-approved "cras: estimate” has been submitted to the
Council 2 feow days before :ts consideration of 55C 107, but NIE-6
cannot become avallable until some time after the President will have
acted in the matter.

L. These remarks do not reflect any complaint by the WSC Staff.
There, in fact, it is considered that we have rendered good service
through the specific amendments mentioned and in getting the con~
elusions of NIE-29 and the "crash estimate" on Iran to the Council
before its action on NSC 18/5 and NSC 107. It is apparent, however,
that NIE-29 and NIE-6, or at least the finished texts submitted to
the IAC, should have reached the 5SC Staff in time for simultanecus
consideration with the State Depertment drafts on Yugoslavia and Iran.
Better still, some of the sbvious defects of those drafts aight have
besn prevented if good naticnal eslimates had been available to Staie
when it began, or at least before it completed, the preparation of
those drafte.
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S. I must acknowledge some fault for these failures in that
I did not succeed in pushing those estimates against the prevailing
counter-currents that retarded their completion, My excuses are
the distraction from NSC affairs occasicned by the Oetober-December
blitz and by my unfortunate call to the Pentagon during February.
I trust that that particular combination of adverse circumstances
will not occur again,

6, The counter-currents retarding action in response to NSC
requirements also require consideration., They seem to me to be:

&. The inescapable priority of "crash® and urgent
estimates laid on by the Director and the IAC,

be. Priorities based on fundamental importance (e.g.,
NIE~25), as distinguished from mere position on the NSC

Ce Priorities based on current interest rather than
longer term considersicns, :

4. Administrative priorities: 4i.e., a natural ten-
dency to dispose of nearly complete estimates lisble to
be overtaken, in order to clear the docket,.

8. Ths time given to briefings and procedural dige
cusalons, no doubt unavoidable at this stage in the
Office's development.

L. A tendency on the part of the Board to run down all
concelvable reamifications suggested by the subject. I ape-
pradiate the intellesctual zest of these pursuits and cone-
sider it a most important function of the Board to bring
this quality to the consideration of national problems. As
exernplified in the came of RIE=29, however, this tendency
carried the Board far beyond the point of diminishing re-
turns in relation to the immediate problem and revealed a
lack of a sense of proportion and timing attributable to
inexperience,

i. That famiiiar devil, ths hairesplitting and nit-
plcking of substantially agreeable texts in the pursuit
of perfection. This {is the perversion of a good quality,
becoming a defect only when pursued without a sense of
preportion and of the passage of time, as above.
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7. 8ome of these factors are beyond control and others
will be obviated as the Office and Board 2ot into their stride.
iﬁ;agggl, hg::ver, ir;oulé sugzgest that there is need for

Ofe posiitive traffic control among th :
bafore the Staff and Beoard. ® virious projects

o B.r 15 43¢ sm'g %mnant and with & view tc the NSC
lender, I recomnend in particular that iority bs ;
to the following projeets: . 7 given

25X1

LUDWELL L. MONTAGUE

SEGatT
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#Septombar

26 Oot.
16 Hov,
30 Jan.

1 Feb.

2 Peb.
#13 Feb.
1}4 Fab,
16 Feb.
#19 Feb,

20 Pab,
21 Pab.
23 Pab.
2} Peb.
*2? FObo

1 Mar.

# 2 May,

5 May,
% 7 Mar.,

# 9 Mar.
i2 Her.
15 Har,

HIE-27: TUGCSLAVIA

Revision ur 43C 1B/|, on the HSC Agenda,
"awaiting inftial draft by State."

I5C incladed Tugoslavis on pricrity list.
IAC adopted BIS-7 as an interim report.
NiB=-27 Initiated at OIi rejuest, as a
matter cf urgency.

TAC represetatives agreed on terma of
reference.

~ Departuentul contribuiions roceived.

State draft paceived by LSC Staff Assistants.
Estimates Sta:’f draft submitted to the Board.
Board considered Staff draft.

HSC Staff Assistants revised and adoped State
draft.

Soard considered a revised draft HIB-29,
Board cons’idered further revisions.

Board corsidered further revisions.

Board adepted a revised draft HiB=22,

Senior N8C “tarf adopted N9C 13/5.

IAC represe;tatives agreed on Conclusions

Of ﬁm-@. . .
Sanior»gﬁg Staff adopted supporting study
{Annex).

IAC adopted Toaclusions of KiE-29,

NSC adopted NSC 18/6,

Board sent revised Discussion to the Agencies.
President aporoved NSC 18/6.

represetatives agreed on Discussion,
IAC adopted [i1:-29,

SECRET
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Hiitef, TRAN

# 25 Cut. Sentor N30 Ntaff rejected a draft report

on Iran and called for 2 compleote reas-
- seasment.

26 Get. IAC included Tran in its list of priority

v prejects.

1) Eov. [0 adopted terms of reference for Hike6.

30 Kov. IAC adopted IAC-D«7 in re. terms of reference.
Aevisicon of terms of refersnce undertaken.

i5 Dec. H1E~5 reassiganed in view of[ | de~ 25X
' parture. '
3 Jan. Revisad ter s of reference submitted to
the Hoard.
8 Jan. Hourd's terns of reference sent 1o the
IAC agencies,
12 Jan. IAC represcntatives agreed on terms of
refaranse,

# 18 Jan. Senior KOC “taff directed active preparation
of a report on Iran,
13 Jan. Board advised of new urgency in re. NIE-6.
30 Jan. Departmental contributions received.
# 26 Fab, State draft submitted to NSC Staff Assistants.
2 Har. Staff draft submitted to The Board.
7 ¥ar, Rasmara shot,
3 Mar. Staff draft considered by the Board, Ztate
draft by the HSC Staff Assistante,
10 Mar. Revised draft submitted to the Board.
s# 13 ¥Mar. Senior EFC Staff adopted report on Iran
(use 10777
1 ¥ar. Bosrd considered revised draft on Iran.
15 Mar. Board and T7AC adopted "crash estimate.®

The ESC will act on NSC 107 on 21 March, with the
benefit of the "crash estimate," but without NIE-6. 4
further revieion of KIE«6 may be adopted by the Board
before 21 “arch, but IAC coordination will remain to be
sccomplished,

SEGRET
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